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摘  要
         
         
中国房地产市场已告别黄金时代，行业整体利润率摊薄，企业经营风险日益加大
，实行精细化管理，向管理要效益已经迫在眉睫。如何通过有效的绩效管理，推动
企业经营目标的实现，帮助企业更好地生存和发展，已成为一项重要命题。
S公司是一家成立时间不长的专注于房地产开发的集团性公司，通过调查研究和员
工访谈，发现了绩效管理中的诸多问题，重新梳理和优化绩效管理体系势在必行
，否则将引起人才流失、业绩不良等一系列连锁反应。本文研究的价值，即为通过
系统的梳理，帮助S公司重新建立一套适宜的绩效管理体系。
借鉴绩效管理的基本原则，我们对S公司的绩效管理体系进行了详尽的优化，在团
队考核方面，考虑到长期和短期利益相结合，我们采用了目前非常流行的平衡计分
卡的思维设定组织绩效目标，在个人考核方面，我们采用书面自我报告法的思维结
合关键绩效指标法来设定个人绩效目标，并对考核指标如何分解、如何加强过程考
核与监控、如何实施考核操作、如何进行绩效结果的运用等进行了全方位的思考和
设计，本文最后，还对如何保障此考核体系的落地进行了阐述。
通过本文的研究可知，绩效管理是人力资源管理科学在企业管理实践中综合运用的
一个系统性工程，与组织发展、人员招聘、薪酬激励、人才培养等其它体系密切相
关。真正有效的绩效管理体系，必须建立在与企业的战略、文化和人才团队相匹配
的基础之上，而绩效管理的真谛则在于绩效导向的建立，通过绩效导向与绩效意识
的不断强化，通过绩效管理无形中融入企业的所有日常行为，才能从根本上对企业
整体绩效的提升以及对企业整体战略的实现，产生重要且积极的推动。
我们相信，优化后的绩效管理体系，会对S公司绩效文化的建立，对绩效导向意识
的提升，包括最终对S公司业绩结果的达成及战略的实现，均会有非常大的促进作
用。当然，该方案在具体执行过程中，还需在实践中不断地加以完善和细化，同时
还需要不断的与时俱进，以适应外部环境与内部资源的不断变化。
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Abstract
         
         
China's real estate market has bid farewell to the golden age, the industry's
overall profit margin dilution, the increasing risk of business operations, the
implementation of fine management, to the management to be effective. It has
become an important topic that how to promote the realization of business
objectives and help the enterprises to survive and develop effectively through
effective performance management.
S company is a set up time is not long attention in real estate development group
company, through the investigation and interviews with the staff found many
problems in performance management, re comb and optimize the performance
management system is imperative, otherwise it will cause the brain drain, the
results are not good a series of chain reaction. The value of this research is to
help S company to establish a suitable performance management system through
the systematic review.
Learn the basic principles of performance management, the performance
management system of S company conducted a detailed optimization, in the
evaluation team, considering the combination of long-term and short-term
interests, we use the popular balanced scorecard thinking set organizational
performance objectives, in personal assessment, we use the written self-report
method thinking with the key performance index to set personal performance
goals, and how to strengthen the assessment of indicators of decomposition, how
to process assessment and monitoring, assessment of operation, how to use the
performance results of thinking and design, the full range of the end of this paper,
but also on how to guarantee the evaluation system of the landing are described.
Through the study shows, the performance management is a system project of
the science of human resource management in the enterprise management
practice of comprehensive use, and organizational development, staff
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recruitment, salary incentive, personnel training and other system are closely
related. Truly effective performance management system must be based in with
enterprise strategy, culture and talent team is matched to the above, and the
essence of performance management is the establishment of performance
oriented, through the continuous strengthening of performance oriented and the
awareness of performance, through the performance management of intangible
into all routine corporate behavior, from basic to overall corporate performance
improvement and Realization of the overall strategy for enterprise, important and
positive.
We believe that after the optimization of the performance management system,
establishment of company s performance culture, performance oriented
promotion, including the final of S company performance results and reach the
strategic implementation, will have a very large role in promoting. Of course, the
program in the specific implementation process, it is necessary to continuously
improve and refine in practice, but also need to keep pace with the times, in order
to adapt to the external environment and internal resources.
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